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Abstract

Total Quality Management (TQM), a core strategic management approach is designed for quality of any organization
(healthcare) based on the employer and employees’ participation for customers’ satisfaction, organization’s effectiveness,
competitiveness and flexibility. The study aimed at evaluating the implementation of TQM and its impact on employees’
performance in a tertiary-level teaching hospital in Oyo State, Nigeria. A descriptive cross-sectional study design was
adopted, with designed questionnaires circulated to hospital staff using a random sampling method. A total of 106
healthcare workers completed the questionnaires. The data were collected using a structured questionnaire, which were
statistically analyzed using SPSS version 17. The results of the study revealed that the implementation of the principles of
TQM practices ranges from leadership to employees’ satisfaction. Financial and political pressures were found to be
important external factors affecting employees’ performance in the particular hospital. These findings could give better
understanding on the improvement and promotion of total quality management practices and its impact on employees’
performance in the healthcare organizations, improve effectiveness, productivity, profitability and flexibility of the

hospital facilities and services provided to patients/clients.
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customers’ needs is the important key to organizational
success [2].

Introduction

Quality is the key component and success factor to any

organization to increase organizational performance,
productivity and improve employees’ performance [1].
Due to the growing global competition in quality
management principles, active quality management
becomes highly important for leadership and
management of the entire organization, where meeting

Healthcare industry, which includes public and private
hospitals, basic healthcare units or centers, maternity and
child healthcare units, and dispensaries is a major source
for healthcare provider that serves the society in
delivering services for healthiness and contribute in the
national development. Quality management has become
an important issue with increasing attention in hospitals
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due to hospital management initiatives, influence of
clients or patients, insurance companies, public pressure,
stakeholders or management and government [3]. One of
the important quality management programme is Total
Quality Management (TQM), which is a designed and
established organizational effort to manage quality based
on participation at every level, aiming to improve
customer satisfaction and performance of staff [4-6]. For
any successful total quality management implementation,
elements such as leadership, trust, ethics, communication,
integrity, training and education, teamwork, recognition,
customer focus, information analysis, employee
empowerment, human resource development and
management policies and strategy are required [7-10]. In
healthcare systems, TQM is a designed and efficient
process that creates participation of entire organization in
planning and implementation of continuous improvement
in quality [4]. Several attempts to implement TQM across
various sectors, including health care services, have been
made but the success record of TQM has been dismal,
which could be attributed to faulty implementation
process, such as functional hierarchical, bureaucratic and
authoritarian organizational structure, lack of consensus,
unchallengeable leadership style, internal requirement
domination and manpower shortfall [11-13].

In healthcare settings, customers/clients/patients
urge for quality in services have been increasing [13]. In
Nigeria, the implementation of health care management is
limited by various factors, such as weak institutional and
human capacity building, poor funding, disjointedness
between health policy initiatives, reforms and programs
of different regimes, inefficient and ineffective human
resources management [14]. Developing countries,
particularly Nigeria, is still lagging behind in the
continuous implementation of TQM as a strategic tool and
its relatedness to employees’ performance. Hospital
quality management in Nigeria is one of the most
important, but overlooked tool with regard to its service
quality implementation and delivery, resulting in low
employees’ performance and inadequate customers’
satisfaction [15]. Quality and performance management in
healthcare settings becomes more demanding due to lack
of effective methods for enhancing performance,
leadership, accountability, managerial skills and poor
strategic planning [16,17]. This, therefore, warrants
effective quality management approach, such as TQM is
implemented, assessed or monitored appropriately to
improve competitiveness, effectiveness and flexibility
[18]. This study aims evaluation of the implementation of
TQM and its impact on employees’ performance in a
tertiary-level teaching hospital in Oyo State, Nigeria.
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Methods

Study Design

A descriptive, cross-sectional research was employed
for this research study, which aimed at evaluating the
implementation of TQM and its impact on employees’
performance in a teaching hospital in Oyo State, Nigeria.
Data were collected from healthcare workers in the
tertiary care hospital, which was purposively chosen to
represent the quality management activities in the
particular health sector.

Study Settings

The tertiary-level teaching hospital, which was
targeted as the study setting for the collection of data is
called the University College Hospital. Ibadan. The
University College Hospital, Ibadan, established in the
year 1957, is a federal university teaching hospital
governed by University of Ibadan, Oyo State, Nigeria. It is
an 850-bedded hospital, with 163 examination couches
and about 60 departments. The hospital also has
appendages to community-based outreach activities,
which offers primary and secondary healthcare services.
The hospital provides advanced residency training
programs in areas of surgery, internal medicine,
pediatrics, obstetrics and gynecology, laboratory
medicine, ophthalmology, otorhinolaryngology,
community medicine, radiotherapy, radiology, general
medicine practices and dentistry.

Research instrument

A structured questionnaire was used in the collection
of data on the relationship between TQM and employees’
performance in the University College Hospital, in Oyo
State, Nigeria. This was set up to collect employee’s
sociodemographic information and measure total quality
management practices with respect to employee’s
perception on leadership, training and education,
involvement, communication, teamwork and incentives or
reward system. A five (5)-point Likert scale from
“strongly disagree” (1) to “strongly agree” (5) revised
from the studies of Alsughayir and Al-Shdaifat was used
[19,20].

Study Sample

Among a total of approximately 2434 administrative
and medical services staff, a sample size of 93, when
accounting for 95% confidence interval and 10%
confidence interval, was determined. Hospital staff were
sent with questionnaires via google docs link based on a
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simple random sampling technique and 106 hospital staff
responded to questionnaires between April and May
2017.

Reliability Analysis

In this study, the research instrument (questionnaire)
developed consisted of 9 scales including 28 items. The 9
scales were empirically tried and validated by assessing
the reliability of the instrument using internal consistency
method (a measure of how producible the data are). The
reliability was measured by generating Cronbach’s
coefficient alpha on Statistical Package for Social Sciences
(SPSS) 17 version software (SPSS Inc., Chicago, IL, USA).

Data Analysis

The data collected were statistically analyzed using
SPSS version 17. Descriptive statistics were used to depict
respondents’ sociodemographic characteristics and the
implementation of TQM components. Chi-square (x2) test
of independence was used to test the research
hypotheses. Multiple Regression analysis was used to
determine the influence of demographic characteristics of
respondents on TQM implementation. Pearson
correlation analysis was employed to evaluate the
relationship between of TQM on employees’ performance
and customers’ satisfaction.

Ethical Consideration

The procedure and questionnaire was approved by the
Ethical Committee of Cyprus International University and
the Research and Ethical Committee, University College
Hospital, Nigeria. During the collection of data, the
respondents were guaranteed utmost confidentiality.

Results

The Cronbach’s alpha values of the scales ranging from
Leadership to Employees’ satisfaction were between 0.65
and 0.89 (Table 1). This indicates that all the TQM
constructs had acceptable reliabilities, with all values
close or greater than 0.70 Cronbach alpha coefficient).
The demographic characteristics (gender, level of
education, age, job designation and number of years in
service) of the respondents were examined (Table 2). A
total number of 106 questionnaires were filled, with a
predominant gender as female (51.9%). The distribution
according to age shows that the most of the respondents
were within the age of 21 to 30 years old (45.3%), whilst
the distribution of the respondents’ educational
background shows that most of the respondents were
polytechnic or university graduate (83.0%). A large
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proportion of respondents were administrative officers
(34.9%) and it shows that majority of the participants had
1 to 5 years of experience (47.2%).

Number |Cronbach’s
L Sl of Items| Alpha
1. Leadership 4 0.73
2. | Continuous Improvement 2 0.87
3. Training and Education 4 0.65
4. | Reward and Recognition 2 0.86
5. Communication 2 0.72
6. Team Work 3 0.68
7. Customers’ satisfaction 5 0.76
8. | Employees’ participation 2 0.89
9. Employees’ satisfaction 4 0.87
Table 1: Reliability analysis of items for TQM practices.
Items Category Frequency
Male 51 (48.1%)
Gender Female 55 (51.9%)
Less than 20 2 (1.9%)
21-30 48 (45.3%)
Age 31-40 40 (37.7%)
41-50 14 (13.2%)
51 and above 2 (1.9%)
Diploma 9 (8.5%)
Educational Polytechnic/
background University/Degree 88 (83.0%)
Other 9 (8.5%)
Administrative officer 37 (34.9%)
Analyst 9 (8.5%)
. Clerical officer 3 (2.8%)
Job Title Technician 7 (6.6%)
Nurse/Nursing officer 31 (29.2%)
Doctor 18 (17.0%)
Less than 1 year 10 (9.4%)
. 1-5 years 50 (47.2%)
Zii‘r,f'c‘: 6-10 years 25 (23.6%)
11-20 years 16 (15.1%)
Above 21 years 5(4.7%)
Table 2: Socio-demographic characteristics of
respondents.

The assessment of the implementation of the
principles of total quality management in the hospital of
interest gives a conceptual analysis of the principles of
TQM under the context of leadership, continuous
improvement, training and education, reward and
recognition, communication, customer focus, team work,
employees’ participation and satisfaction. The range of
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the implementation of TQM practices in the hospital
depicts from leadership to employee satisfaction. From
the study, the best of the critical factors of TQM
implemented was Reward and recognition

Public Health Open Access

(mean=2.98+0.045; x2= 0.207, p-value<0.05), while the
least factor was employee satisfaction (mean=2.68+0,089;
x2=0,089, p-value<0.05) Table 3.

S/N Item

Standard
sz Deviation X2

Management demonstrates commitment to work and quality
improvement in service.

The quest for quality is the top management’s responsibility

1. Leadership

Organization commitment is a determinant for my performance at
work

2.85 0.184 |[10.18

I have full confidence and trust in the hospital management

Continuous

The management of the hospital undertake self-assessment of its
2 quality 2.78

0.032 |0.078

Improvement

Best effort is demanded by the management

Management provides training and development programmes on job
participation and handling of job challenges

Training and
Education

Training programme received have good positive impact on my work
effectiveness

2.72 0.152 ]10.136

I have access to the required information about job performance

There is an available system for me to share task-relevant information

Reward and

Employees’ effort, creativity and support are recognized and
1. rewarded by the management 2.98

0.045 |0.207

Recognition

Increment in my salary determines my performance in the hospital

There is effective communication among employees and management
in the hospital

2. |Communication

Management performs routine contact with clients/patients and
employees

2.78 0.126 1.91

Clients’ /patients’ satisfaction is a paramount issue in the hospital

Quality of the organization is directed towards job performance and
customer satisfaction

3. |Customer Focus Customer feedbacks are used to improve service quality 285 0.507 186.349
Is there reduction of clients/patients in the hospital?
Are there lots of complaints made by clients/patients?
Teamwork influences my participation and performance at work
4. Team work Management insists on teamwork for better quality 2.78 0.1 2.068
Are employees willing to share their expertise with each other?
Employee Employees are involved in decision making on quality of the service
5. S Employees are empowered to take direct and useful action, which | 2.84 | 0.155 |2.351
participation . .
affect service quality
Employee Management provides adequate resources for quality job to be done
6. Satisfaction Is there accountability and transparency in managerial process? 2.68 0.089 |2.935

Does external factors affect employees and their job performance?

Table 3: Analysis of TQM implementation constructs.

According to the findings, salary increment
(mean=3.21+1.177; x2=35.132, p-value<0.05) was the
major determinant factor for employees’ performance
and generally, the respondents agreed that there is
relationship between TQM practices and employees’
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satisfaction and the result was statistically significant
(Table 4). From the findings, majority of the respondents
(64.2%) indicated that external factors affect their
performance in the hospital while 35.8% indicated that no
external factor influences their performance. Out of the
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external factors that influences employees’ performance,
financial pressure had the highest response followed by

Public Health Open Access

political pressure and the least as gender bias (Figure 1).

Standard
S/N Items Mean Deviation X2 |p-value
1. Management provides adequate resources for quality job to be done 2.78 1.113 | 104.66
2 Training programme received hav'e good positive impact on my work 298 1331 133.245
effectiveness
3. Quality of the organization is dlrecte.d tOV\{al‘dS job performance and customer 27 1172 151.453
satisfaction
4. Increment in my salary determines my performance in the hospital 3.21 1.177 |35.132
5. Organization commitment is a determinant for my performance at work 2.8 1.108 |100.226
6. Teamwork influences my participation and performance at work 2.75 1.172 |128.623|p>0.05
7 My knowledge on tOtz.ll quallty (?f the organization has increased my efforts 268 1134 163811
in improving work performance
8. Does external factors affect employees and their job performance? 2.63 0.504 |63.642

Table 4: Effect of TQM practices on Employee satisfaction.

Frequency

15
10
_
o —
= o &
U & ;.\v\ QC"'\ S =
: : & &
< p = < \:3\“\\

Factors

Figure 1: External factors affecting Employees’
performance.

Discussion

In this study, nine important factors were identified as
leadership, continuous improvement, training and
education, reward and recognition, communication,
customer satisfaction, team work, employee participation
and employees’ satisfaction. Reward and recognition was
the most implemented principle, while employees’
satisfaction was the least implemented. The study also
revealed that there is a general approval that the level of
TQM implementation was above average (moderate). This
suggests that there is awareness from the top (executive)
management to adapt the TQM concept as important
directive for competition. This is in agreement with
previous research that identified customer focus, training
and development, recognition and rewards, as the critical
factors in TQM implementation [21-23]. The success of
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quality efforts of an organization depends largely on
concentrating on the objectives and communication
between management, employees and
customers/patients.

Implementing TQM requires additional skills training,
which is vital to its success and it provides an opportunity
to empower and motivate employees. Service quality can
be increased by rewards and recognition through
implementation of employee empowerment and
involvement initiatives. In healthcare organization,
leadership is one of the major factors for implementing
TQM, which involves the integration of quality
improvement into planning process throughout the entire
organization [24]. In this study, executive management
was shown as having positive impact on the successful
implementation of TQM and is one of the determinants
(second highest in TQM plan), mostly in the
organizational and employee performance to achieve
greater quality service. This is similar to the report by Rad
MA, who investigated on the success of TQM and its
barriers to the successful implementation in healthcare
organization in Iran [25]. Customer focus is essential in
any organization for delivering a superior quality
customer experience [26]. According to the study,
customer focus (mean 2.85 out of 5.0) also plays
important role in the TQM implementation as all
activities, from the outpatient to marketing, treatment
and care services are built around the customer/patient.
This is in accordance to the study by Garcia Herrero, et al.
who identified customer focus as one of the highest
implemented principle of TQM [27]. Training and
education are important in achieving a successful
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adoption of TQM. Improper implementation of TQM may
be attributed to the inadequate knowledge about the
importance of its principles and practices through
training programs for improving healthcare services and
customers’ satisfaction as seen in the study, training and
education being one of the least implemented TQM
practices (mean 2.72). This is similar with the findings of
Al-Shdaifat, who explored the extent at which TQM
practices such as continuous improvement, teamwork,
top manager commitment, customer focus and training
are implemented in Jordanian hospitals among which
training falls as one of the least implemented practice in
Jordanian government hospital [19], but inconsistent with
the findings of Ramseook-Munhurrun, et al. who reported
a high perception for training as one of the TQM practices
implemented in Mauritian public hospital [28]. Employees
are the initiators of the organization’s visions and
strategies through delivering value for customer needs
and expectations therefore, reward, which is an effective
concept for describing the progressive value an individual
or employee attributes to an object, behavioral act, or
internal physical state or job is a regular review of
employees’ performance.

Increment in salary serves as a motivation for
employees’ performance as reported in the findings.
Appropriate reward and recognition systems are
important strategy to impact employees’ attitudes toward
successful quality of their work. This is similar to the
work by Hamidi Y & Eivazi Z who reported that
healthcare workers are motivated by increased salaries,
on-time payment, financial rewards, promotion and
improved working conditions [29]. The goal of any
healthcare organization is that employees’ performance
and behaviour contribute to the organizational growth
and performance [30]. Employees’ performance can be
affected by external factors such as competition, financial
pressure, gender bias, political pressure, pressure from
clients and decentralization. In the present study, most of
the participants were affected by mostly financial and
political pressure in the hospital, which could in turn
affect the customers’ satisfaction.

Conclusion

TQM is an operational system for incorporating
organization’s quality development, maintenance and
improvement efforts of different aspects to enable
products and/or services at most reasonable level and
achieve full satisfaction. It has gained increasing
attractiveness as an approach to lead transformational
change in an organization’s managerial philosophy and
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operational efficiency. Proper implementation of TQM can
be a very effective alternative or solution in improving the
health care service quality, growing employees’
performance and customers’ or patients’ satisfaction in
University College Hospital, Oyo State, Nigeria. The
present study identified nine important factors in
implementation of TQM practices, which include
leadership, continuous improvement, training and
education, reward and recognition, communication,
customer satisfaction, teamwork, employee participation
and employees’ satisfaction. From the evaluation, it can be
concluded that leadership, customer focus, reward and
recognition are the most important determining factors in
enhancing employees’ performance and satisfaction. It is
not unexpected that most TQM ideologies and practices
presented in this study are important basic to the success
of any healthcare organization, which can be
implemented to different circumstances. Therefore,
executive healthcare managers can use the validated
instrument for evaluating the effectiveness of TQM
implementation in their organizations. It, likewise, can
serve as a model for healthcare organizations, who aim at
better healthcare quality.
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